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6 October 1943 



MEMORANDUM FOR: Mr. William F. Friedman 



1. Both procedures and time studies conducted by the 
Arlington Hall Message Center are submitted as a possible aid 
to a solution of the problems of basic letter. The procedures 
are submitted to indicate the control over each message main- 
tained by this Message Center and as a condition precedent to 
understanding the time studies and charts. 

2. The present procedures within the Message Center have 
been in effect for a period of only three months. During that 
period, there has never been a backlog of code work, 

3. The theory of the present organization is based on the 
fact that officers and key civilian personnel are directly 
responsible at all times for the speed with which messages are 
processed. 



a. Outgoing messages are processed as follows: 

1. Messages are received by the outgoing trick 
chief at the desk. They are immediately 
time-stamped, inspected for completeness of 
address, legibility, authentication, stereo- 

‘ typed phraseology and correct official 
signature . 

2. The message is then entered in the proper 

~ classified outgoing log-book and is assigned 
the next unused number. 

The message is taken to the code room and 
placed in the basket of the Officer in 
Charge of the code room. 

4. The Officer in Charge of the code room 
prepares assignment slips in duplicate, 
showing the message number and time 
received. 

5* He causes the cryptographic file clerk to 

**" assign the proper system for the encipher- 
ment of the message. 
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£. The cryptographic file clerk assigns the 
proper system, carefully selecting special 
SIS systems where the originator has so 
indicated. 

X* The Officer in Charge of the code room now 
enters the name of the assigned code clerk 
and the time assigned on both copies of the 
assignment slip, clipping the original slip 
to the message and placing the copy thereof 
in the "live file". 

81. A code clerk enciphers the message and returns 
it to the Officer in Charge of the code room, 
who enters the time completed on both copies 
of the assignment slip. 

£. He enters the name of the code clerk assigned 
to check the message and the time assigned on 
both copies of the assignment slip, replacing 
the duplicate in the "live file". He hands 
the message to the code clerk who checks by 
entirely deciphering the message. 

10.' The Officer in Charge now enters the time 

completed on the original of the assignment 
slip, removes it from the message and places 
It in the "dead file", destroying the duplicate 
assignment slip and returning both the encode- 
ment and message to the outgoing trick chief. 

11 . The outgoing trick chief arranges the message 
for transmission. He prepares the word count 
of the message, checks it for proper outward 
form of the cryptographic copy and routes 
the encodement to the teletype operator. 

12 . After the message is sent, the teletype 

operator returns it with one teletype copy 
to the outgoing trick chief, who completes 
the entries in the log and stamps the time 
sent on the original, sends the teletype copy 
to the Message Center file and places the 
original message in the file for delivery 
to the originator. 

b. Incoming messages are processed as follows: 
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1. Messages are received by the incoming trick 
chief at the desk. They are immediately 
time-stamped and inspected for group count. 
The incoming trick chief then assigns it the 
next unused number in the incoming classified 
log-book. 

2. The message is taken to the code room and 
handed to the Officer in Charge of the code 
room. 

3.. The Officer in Charge of the code room 
prepares assignment slips in duplicate, 
assigning the message to a code clerk. 

He then clips the original of the assignment 
slip to the message and files the duplicate 
assignment slip in the "live file". He then 
hands the message to the code clerk, 

4. The code clerk deciphers the message and 
returns the decipherment and message to the 
Officer in Charge, who marks the time 
completed on both copies of the assignment 
slip and examines the decipherment for 
clarity. If it is satisfactory he returns 
the copy of the assignment slip to the 
"live file" and edits the message. 

£. The Officer in Charge hands the message to 
a typist who types the message and returns 
the decipherment and prepared copy to the 
officer. 

6. The Officer in Charge of the code room 

rechecks the message for accuracy and neat- 
ness. If he is satisfied he files the copy 
of the assignment slip in the "dead file" 
and returns the completed message to the 
incoming trick chief. 

2. The incoming trick chief completes his 

entries in the log-book, checks the message 
for accuracy and neatness and places the 
message in the delivery file for delivery 
to the addressee. 
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4-. It will be noted that when a message is not in the 
code room, the trick chiefs are specifically responsible for the 
processing of a message; when it is in the code room, the Officer 
in Charge of the code room is specifically answerable. The 
fastening of responsibility on an individual at all stages 
insures a speedy flow of all messages through the Message Center. 



5* Attached are exhibits A, B, C, D, E and F. Exhibits 
A, B and C indicate the mean number of code groups per minute 
produced by the average code clerk. Exhibits D and E are 
assignment slips used by the Officer in Charge of the code 
room. Exhibit F is a copy of the individual code clerk's 
daily record. 

a. In any consideration of the exhibits, it should 
be noted that the time required to decipher 
garbled messages, messages held up by trouble 
with the cryptographic apparatus, and messages 
enciphered or deciphered by new personnel are 
included; i.e. an all-inclusive mean average is 
obtained. It is noteworthy that there has been 
a general increase of speed as the organization 
has learned to operate under the new procedures. 



b. Certain results should also be explained. Typex 
averages run high as compared with the Sigaba. 

Having only one Typex cryptographic system permits 
the machines to be set up for an entire day at 
0001Z daily. Thus the time consumed on a Typex 
message merely includes the choosing of a message 
setting and the time required for typing. In 
Sigaba operations, due to the number of crypto- . 

graphic systems on hand, the time consumed in 
deciphering, enciphering or checking a message TeW* 
includes the setting up of a basket and tearing^Jg* 
it down. This materially retards speed but 
insures correct results. 



6. In view of the foregoing, 
are made: 



the following suggestions 



a. A set of controls such as discussed in Item 4 
herein may be the key to the problem on hand. 
The placement of officer personnel at certain 
points in a code center has the advantage of 
eliminating basket-waitings and further permits 
the officer to acquire specific knowledge of 
each code clerk's capabilities. 
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The maintenance of individual code clerk records 
indicate to the code clerk that his speed is 
being checked. A proper balance of speed and 
accuracy can be maintained by carefully and 
properly educating the individual code clerk. 



c* A more speedy flow of traffic may often be 
obtained by the streamlining of log-books and 
by the correct placement of cipher apparatus. 



d. It is not believed that the Autoaba or similar 
apparatus will materially assist where so much 
time is lost in waiting for the next operation. 




H. E. REDICK 
1st lit. Sig. C. 
QIC Message Center 
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